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For .a number of years, we have been expanding the scope

:of our work and the capability of our staff to. review the
mresults and effectiveness of Government programs. .

The Comptroller General is g1ven very ‘broad responsibil-
1ty and authorlty under the Budget and Accounting. Act, 1921, .70
and the Accouriting and Auditing Act of1950 for the evaluatlon v
and. analysis of. Federal programs and activities. Section-204

.of *he Legislative Reorganization Act of 1970 supplemented . .
. _our ‘authority and: 1nd1cated current congressional interest in .

analyses of programs.. The Congressional Budget Act of 1974,

further strengthened the congressional emphasis .on the evalu-.*

ation of programs, the statement of: legislative objectives

and goals, .and. ‘improveéd methods of. evaluation. Such work 1s"f
‘carried out .by all parts of GAO in connection with our general.
review, evaluatlon, analySLs, and audlt functlons. :

The 1974 act requlres, among other thlngs, that "the

gress methods for review and evaluation of government programs
carried on under existing law." This document. is‘a flrst '
step in collecting and disseminating. general concepts on

these activities and how they are related to other. activities

~.in the cont1nuum of dec1slonmaklng about Government programsL,_“_

-aud1ts,fprogram review, or in, program evaluatlon or analysrs

Audit of Governmental Organlzatlons, Programs, Activities and
Functions, lssued "1n 1972, ~which Includes in the full scope .
of such audits a review to determlne whether~des1red results :
are: effectively achleved ' : - ‘

< :
: \
[y

The review and evaluatlon of programs and the analysrs

of alternatives are central to our ‘mission. - These act1v1t1es

are alsoc critically lmportant to effective management in

“executive agenc1es. . An- agency with.the -capacity to assess

the impact of its programs and to examine alternatlve courses
of action is much more;likely to: pursue its program .goals"
effectively. One- objectlve of this document, therefore, is to_
encourage agencies to develop——and use effectlvely——thls ‘
capac1tj for cr1t1cal self- assessment

'Thls document is- 1ntended to be of value to the novice
and the experlenced practltloner whether engaged in financial
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it is not a substltute fOL the many qood textbooks aval]ab]e
. on paltlyujal analytical methods. Rather,

it establishes a
conceptual framework within which analysts from vanylng back—
qLounds can WOLk and communlcate effectlve]y

We have taken those com=
ments-in

we Lecelved numerous he]pful comments ‘and’ suggestlons on
.an eaLllel tfaft of this document.
con51deLat13n in pxepallng thls final version.

e trust that thls documenlt will serve 1ts irtended
purpose, to encourage more ef e@ﬂlve use. of eva]uatlon and
anay151s f~ dec1s1onmak1ng
, :

»

ComptLolleL General
of ‘the Unlted States

J
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INTRQDUCTION S
- . ]

In recent years, a multitude of new programs have been
launched to deal with the problems of our society, and Govern-
ment expenditures.have increased at a very rapid rate. Are -
the programs working? "Are the\fundS~being spent on these

~ programs producing the results desired?  Are there better
ways to attack and :solve society's problems? And, are old
‘progqams achieving their’ objectives?
) . . " [
. !Govetnments and agencies. entrusted with public resources
. and the authority for applying them have a responsibility to . -
_answer these questions~=to render a full accounting of their - .
" actjvities. Government managers have a responsibility to .. o
show not only the purposes for which public resources were :
gféd, but also to demonstrate the effects of their use.

i

*~.//// - This responsibility rests first on the executive ‘agency.
/// , administering the program. . Program managers need to know
e what the programs entrusted to them are accomplishing -and
. whether results might be improved. Cehtral management agen--
cies-~the Office, of Management and Budget or the White House,
‘for example, need -to know if programs are.working=-either through
their yowii, efforts or through the review of the appraisals of
managing agencies. Finally, congressional responsibility for
legislation, appropriations, budgeting and priorities, and ' = .~
‘oversight and investigations indicates a need for the legisla-~ % ‘
. tive branch to make its-own appraisals of programs and to
.- make use of appraisals made by the executive branch.

Phe ultimate choices about programs--decisions about
whether to do or not to do something--will be '‘policy choices.
However, political leaders, public administrators,.and the

_public need as much-information as. possible on the choices

. that must be made. : This need has stimulated the development
of various analytical techniques which have been grouped
under labels such as program evaluation and policy analysis.
‘The art of evaluation and analysis is not yet sufficiently
developed to permit préparation of. a manual covering "how ..
to do it" in every situation. ‘It is only evolving._\While

recognizing this, decisions must and will be made byl!legis-

lators and executives faced with the -task of formulating and

reformulating programs to deal with the problems of our. .
~ society. ST (- e o .
. . Thus, we offer this document as’a first step in collecting =
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and.disSeminating'leséons learned in.GAO'and elsewhere abdut\
+ analysis*and evaluyation. Generally speaking;;we.offer'this

‘guidance for the use of anyone who is "evaluating" programs °
~and "analyzing" policy choices in the sehSe'Qf“éngéging in 7%
" a careful appraisal of what happened,  why it -happened, what
choices are available for future actions, and what the impli-
cations are of those choices. We intend it for use by all
persons who are concerned: with this process whatever the
, qcademic-discipline or professional background from which - .
. they- approach the problem. While this statement is addressed -
‘primarily to practitioners, we hope it will also be a useful :
reference document to those who, as legislators or managers, - ST
for example, are interested in the 'products of evaluation.and| .
-analysis. _— o : - L ,y/(
‘ : R . . . - ‘\%/’./
The concepts and guidance which we. offer must be adapted.
~ to specific program situations.’ pProgram ohjectives. are seldom
as clearly stated or agreed upon as would be desirable for ‘
~evaluative purposes; no program operates' in isolation from
other social or economic events; ‘and data and measurement
techniques.are‘almost"lways less adequate tHan desired.

"It is in the adaptation of the ideal and the theory to the e
. .+ specific situation that the persons doing the work show their.

/ ©  worth. The judgments involved in the identification of ob- R
. - " -jectives, the selection of data and measurement techniques, e
and the evaluation of external factors transcend in importance
"any "rules" which can be prescribed in a-document of this

sort. - - : . P L
. The chapters-which follow discuss the framework within
"which these activities are performed and provide both concep-
©  tual -and practical guidance. The emphasis throughout is not -
on advanced guafititative technigues, but o1. essential concepts:
" and basic approgghes. ‘ ‘ S o
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CHAPTER 2

'THE PUBLIC DECISIONMAKING PROCESS
_ _ % 2 o
There are many reasons for gove:Qmental activities.

For example, national defense is provrged\‘ecaUSe’thereTis

no suitable privatejalternative. The provision of free public
education reflects society's preferences and its notions about
its own long~term welfare. Health and safety considerations’
iead to. the regulation of private activities to avoid adversely
affecting the public's well-being. Tax incentives such as
‘the investment tax credit are intended to affect the per—
formance-and growth .of the economy. The relevance and - -
- effectiveness of any governmental activity may be questioned.,
- Analysis, evaluation, and related activities are tools to. help

- decisionmakers in resolving ‘these questions. . " :

‘The private marketplace hag limitations, particularly

because it does not produce certain goods with high social

value. It does not always provide adequate “information,

sufficient competition, efficient designs or qualities of
" .certain goods, desirable distribution of income and wealth, or -
desirable modifications of consumption patterns. But, re- //;///i

sorting to governmental action because of "these failingz/ggﬂs
not automiatically insure that the| same or other failings™ ',

#ill not occur. The effectiveness and efficiency-with which
- the Government performs its functions must also be weighed” -

in deciding whether governmental action-should be enhanced, .
changed, or in some cases, is warranted-at all. ™ )

Each year. as iegislatiGé,.budgéﬁary, and apptopriations
Lo decisions are being considered, the practical issue remains:’
— i What~does.-the,public.need.and.how..should priorities.be

established? 1In a democracy, the political process is relied

upon to examine and determine public need\and:to~3et priori-

‘ties as. to how such needs are to be met from public funds.

Elected officials are responsiblée for learning and reflecting

their constituents' needs and proposing programs or program .
~ changes with requisite funding levels to assist in determining -
. priorities for action.. C _ N ' a

, But. for the work of elected officials to que,meaning} RN
accurate and relevant information must be available‘and/‘V o -
. useful debate must take place. ' Analysis and evaluation help -
provide the needed information and a basis for judgment of

those persons and groups involved in public decisionmaking. .

: S N , . -
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THE RESOURCE ALLOCATION /PROBLEM

Government 'a
:

ctions generate benefits ‘and jincur costs.
These benefits and costs should belbroadly defined to include
o their social and private aspects. ‘\The -key elements of the
.| problem of choice are: ‘ . i

--Government objectives'afg achieved by developing,
adopting, and. implementing policies.and by creating
- .and- operating programs, all of which consume or
transfer resources--tangible land intangible.
--There are many public néeds. | These needé,are large
~ and coristantly .changing. Demands for resources

‘are miich’ greater - than the resources available. -

’ : . S S
—fpecisiohmakers must choose among competing objectives
—~—"and  among the alternative programs and ‘policies capable

 of meeting the\chosen objectives at desired and .

B affordable levels of achievement. .
t ‘&?hus,_deCiéidnmakers are in
allocating available resources-a

t
as to achieve the greatest overa
possible.

volved in the process of -

mong competing demands so

11 level of net'béhgfits‘v_

At the same time, full consideration is given to

justice, equity, and political reality. R P ‘
ISSUES IN RESOURCE ALLOCATION'

, Most programs are interdependent-an

one of society's goals.

evaluation and analysis 1

vodl). Choices within a maj
. major program areas.

[
= .
d affect more than
‘This leads to -a need for use of
in two resource allocation |issues:-
or program area and (2) choices among
For choices within 'a program area,
questions:-are often- posed:

e '1

the following
--What 1is  the éppropriate lével of attainmént'
for a given objective? ~
' —-Are there pr
N level?

’efef;ed,qlternativés for reaching that
--What are the resource requirements.for'doin

g so? .

/

!




--Are ‘there obstacles to acdeptance and implementation
of an’'otherwise preferred alternative and what would
be the costs of over coming the obstacles°

——Are there equ1ty cons1deratlons ‘connected- w1th
. the leading alternatlve‘b-

- ..,

For choices among major. program areas,- similar guestions

__are-relevant. ~Judgments that are made by decisionmakers’.

concerning relatlve,lmportanCe of the various ob]ectlves w1ll_

affect the ass1gnment of resources among those ob]ectlves.

) Resolutlon of. re30urce algocatlon issues may result in-
any of a number of actions:. (i)(a) continue, modify, -or

tpabandon existing policies and (b) “adopt new polices or “i»
(2)(a) cont1nue, modlfy, expand|, reduce, or phaSe out current

programs and (b) create new programs.

The dec1s1onmakdng process and the relatlonshlps among
its component functions do not neceSsarlly follow a

.predetermlned sequence. ‘The decision process and ‘the »
supporting functions of evaluation and analys1s are concurrent,
'Jcontlnuous processes, with: cont1nu1ng 1nteractlon among the

'varlous parts. . e . " Lot

" . y © VA
‘ 3 : N

The role of evaluation and analysis in the allocatlon
of resources is to prov1de betteﬁ\lnformatlon about the’
1mp11catlons of the ch01ces avallable to the dec1s1onmaker.:

B




. more towards the effectiveness of the organization, management -

" changes needed to improve the pregram efficiency and‘%ffectiyeé}

- we learned? and (2) what .should be done in the future and’ i

on the particular issues'raised or questions asked and the

criteria. Consideration of alternatives may-also be pnc;udedgiL

. interchangeably with evaldation and analysis.

economics analysis, program evaluation, policy analvsis, = \f,fiw

CONCURRENT PROCESSES IN THE CONTINOUM & - . - . =

CHAPTER 3 — 7 L L

~ . - B

THE EVALUATION' AND ANALYSIS CONTINUUM . .
. / - : .

Evaluation and analysis covers a wide range.of activities ‘
designed to support thé ongoing decisionmaking process. Co e
These activities include reviews kndwn as’ program auditing, .
budget examination, management analysis, planning, iqstitutioﬁal~,'
research, program budgeting, systems analysis, endgineering

cost-benefit analysis, ®etgc. ! R
. ' o, : ! 1 v - . .
"The specific type of review needed depends, in ébrt,, IR AR

focus of the inquiry on the part of the decisionmakerl. If
financial information is needed about a Government ag?hcy\or
corporation, an audit of the results of operation and financial.}
condition for a given period may be;the‘appropriate'fbrm.of1 Y
review or analysis needed. If there is concern abouﬁithe_ . 'wa
management of.a program, a management review that isl@i:ectedf; &'

T

and staffing may be appropriate. .
) ) o ’ . . . T BN /‘ L '
General program reviews that look at program'eﬁﬁbctivenes§;{}

and consequences, as well as management effectiveness,’ are

useful to the decisionmaker ipn determining whether the.prog:amf»ﬁ” 4

is meeting the established objectives and whether there are |

ness. A comprehensive review of an existing program may

consider the overall performance of the-program, 1ncluding‘én {?

evaluation and analysis of performance on'any numbep,pf

term$ such as "evaluation" and "analysis" tend to overlap; In o
some cases, the two terms are used interchangeably. Other -
terms, such as "auditing" or "planning,"” may also be used

For purposes of this document, drawing sharp distinctions '
between .evaluation and analysis is less useful than focusing -
on the two basic questions which decisionmakers, and, their~ .
staffs, face: (1) What actually has happened as a result: " N
of past or current policies arid programs and what have =~ .

a

. ._/,'
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\\ghak are our optlons° Answering these questlons can,. in .
_turn, "be rougnly translated -into .broad classes of act1v1t1es- _
‘appraising the results of pollcles and programs and assessina.
alternative policies and programs. These broad: activities

o 1nclude the varlety of rev1ew types listed previously.

An example of the 1nteractlon of these conCUrrgnt

processes in *» ~ontinuum 1S shown 1n'the‘folloyin§
illustrat’ « : - :

v Aft ro: ww 1S 1dent1f1ed the fir . s"«p snould oe .
a systemar . atoempt--to assess what caused -iie problem and

‘what the alternative ways ares to solve it. Alternative
approaches, oeveloped .as .part of the assessment, do not.
normally contain the level of detail that would be needéd, for
actual . 1mplementatlon. - For example, after- the decision is
\ ‘made’ to 1mplement a .progrfam,  the. 1n;t1atlon of the program -
~would require..a detailed plan that specified some” or all
of the following: processes and technologies to be employed,
‘1nvestmént and operating. funds needed, and capital facilities
. needed together with the acquisition schedule that will
provide for -the scale of operatlons des1red w1th1n the'
approprlate t1meframe.

? It Ais. 1mportant to. bu1ld into the 1mp1ementatlon plan -
spe01rlc proV1s1ons for gatherlng information necessary for
a_comcrehensive and valid appra1sal of results. During the.
_implementation phase, such information should lnclude, where -
poss1ble, the.effects of any" changes 1n the 1mplementatlon plan.

As. required to support de01s10nmak1ng,.further assessment
‘,of a1ternat1ves should take place COncquently w1th appra1sa1
of ;results during the-ogeration of the program. Appraisal of .
: ,results without such assessment prov1des only limlted insjights -“-
" “gince it does not address the desirability of new alternatives.:
ConverSely,~assessment of alternatives without sound appraisal |
of régults lacks the insights which would comevw;thqa full "un-
derstandlng of the existing program. A high. degree of  interac~
‘tion exists not only within the various phases-. of an assessment h!
-or appraisal, but between the two processes. If these inter-: Y?
actions and feedbacks are ignored, the quallty of both efforts <
suffers.‘« :

. Thne. comblnatlon of appra1s1ng results and assesslng
‘ "alternatlves -should answer the follow1ng questlbns-

-—What was the impact of the ex1st1ng program°'

~—Could a comparable level of reSults, effectlveness,
or oeneflts be achlemed at lesser cost,a x

7 . . / . : Y
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" EXAMPLE OF THE CONCURRENT pnocessss‘ N THE commuum
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‘or for the same costs could greater effectlveness,
or beneflts, be realized? \ R |

. _ ~--Could these more des1rable outcomes be achieved - -
R : " by reshaping:-or redirecting. the current program or
- policy, -adopting some. prev10usly suggested, but R
rejected, alternatlve, substituting some wholly . /,
new alternative; or creating Bome eomblnatlon of '
. the foregoing, poss1b111t1es° \_ :
_ -Real 'world dec1slonmak1ng and ma y of- the act1v1t1es;
which support it are complex, uncertain, hurried, and
subject to all kinds of .constraints: \|some understandable’
and some seemingly arbltrary. ‘These dafflcultles ‘are
sompounded by-the ‘€x’~tence_ of competlng or- compllmentary
nb]ectlves (or the1r Lelated programs) ‘which may also: have
to.be "considered. Evaluators, analysts,-and ‘other. ,
- ¥ «reviewers can do llttle ‘about these dlfflcultles,-but, 1f
- they understand the c0mplex1ty of the situation, they can
o “perform in a way which 'is of max1mum usefulness under
S ]the c1rcumstances.. a\ -
. - The dlstlnctlon between the concurrent act1v1t1es on
~ . the one hand and the people or organlzatlons that perform
: " “.them'on  the*other hand is an additional source of- confusion.
_As: noted earlier, appraising policy and program results - .
.and “assessing alternat,yns are related and mutually. relnforc1ng ‘
. 'processes. These proceéssies can be,. ‘and, frequently are,. o
. ‘performed within a s1nq1ﬂ organlzatlon and often. by the . .
. same- person. This has #:: >~significant advantages of eff1c1ency
and of “keeping the pracﬂ Toners of the various skills aware of
‘useful 1nteractlons. : . : .

‘ROLES PEOPLE PLAY

P In the real world 1 ratlon a var1ety of p=ople are
‘ "involved’ who have differ at backgrounds and call themselves
. by various tltles. Many of these people ‘move hetween- -
" .appraising- the results of policies and programs znd assesslng
the alternatives - for lmproved choicés in the future. At . -
"times, these people may be emphasizing the assessment of
Jalternatlves, at other times the appralsal of results, and
sometimes both together. :People who gain' their first - e
experience in one actlvity move throughout the continuum ...
- and interact with other people having other experlence when
worklng on a partlcular study. - . |

=L
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" No group” dk profession has a monopoly on -the.talents
‘required of a good evaluator or ‘analyst. The basic
prerequisites are (1) an inquiring, skeptical, challenging,
mind, (2) the ability to think systematically and rigorously,-
and. (3) an openness to new ideas. This "mind set" ob-
~viously needs to be coupled with an appreciation of the-

" usés, powers, and limitations of such® fields as economics,”
,stétistics,,acdouhtinq,‘operationsfreSearch, etc. When _
high levels .of skill in these and -.other areas are required,
‘the ' practicing evaluator, analyst, or other reviewer should
iecognize this fact and call on the needed expert.

-

... «The following chapters foéls -on those ideas, concepts, P
_*and approachesmwhich”areibasicito<app;aisalqughpglicy and .

S sproégram results and to more insightful "assessments of

- alternatives. for improvements. . S

> B
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e CHAPTER 4

e e et i

APPRAISING THE RESULTS _OF POLICIESMAND PROGEAM§§;;‘

4 i
. R

lf,“' . AND ASSESSING ALTERNATIVE APPROACHES

. N b .

. -The prev10us chapters d1scussed problems and 1ssues 1n_
public decisignmaking with partlcular emphasis on resource
allocatlon and on the continuum of evaluatlon, analys1s, and
"other review functions which support dec1s10nmak1ng._ This
chapter discusses the: ‘methods ‘and coricepts assoc1ated with
evaluatlon and analys1s... ',u~- ‘
H \

»—The d1scuss10n that follows focuses on -;g T

e ——understandlng fundamdntals in appraising results - T
and assess1ng alternatlves\of programs and POllCles,

'“F-appralslng pollcy and program results, and

o ‘ fpollcy and prOgram alternatlves.

’ObVlOUSlyp the degree “to whlch the methods can be applled ln“.;f
a particular' case depends on-the specific problems to T

be considered. ' It is not always unecessary to use, each . ',

‘of these methods in the- order presented here. - B ;\ JEEER

UNDERSTANDING FUNDAMENTALS

The act1v1t1es oﬁ appra131ng results and assess1ng
a1tevnat1ves of programs and ‘policies share certa1n" o .

.. fundamental concepts in which the mode of inquiry" is
‘ressentlally the same. These fundamental concepts 1nclude

, N

'—-ascertalnlqg dec1slonmakers needs,.w~

[N {
) . 1 k8

j——deflnlng the nature and scope of the problem, "

¢

:Vf—determlnlng valld objectlves, and ' .

N Wt

. . '_g- - v. X ’ \»' ‘.‘:‘
—AspecifyingTcomprehens1ye measures. .

‘ Ascertalnlng dec1s10nmakers needs

. . An 1n1t1a1 task in either appra1s1ng results or assess1ng
-alternatives is to develop a clear understanding of the

dec1s10nmak1ng nteds. These needs can generally be summarlzed
by . answerlng a Serles of questlons. , L

ia . . %, . - .
"t

Y . .
. . -

.
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f-what is*the_decisionmaker's pgrception'of the problem?:
--Is there dissatisfaction with.effecfiQenesé-or.
consequences of the policy or program? -With the
‘lack of a policy or program?’- ’ ' J

--What lUses are to be made of the information to be -

collected? .
m\“\\g\;--eWheB is the final report needed? Will interim . : ?
© -.reports be needed?. .. - o , N\ L
It is:helpful_to make some distinctions among the variQus

"participants in the détisipnmakingwproééss;«ﬂSome—mayialneadu.xgﬁfMQ

have” an understanding- of thé“nature .of the problem they face,

what they want “to,know, and why. ~Othc -« mav omly have a

.general perceptiom of the problem and wnut nesds to be  done

about it, In.the latter case, a more extensive~discussion

of these fundamentals may be needed to develop. the basis _for
"~ a study' that will be uyseful to these decisionmakers. The .

‘nature of .the issue will ‘have a major impact on the sort of = -l

information that must be collected and the sort of .analysis
that must .be done. Some environmental questions, -for example,

are ‘not asﬁsusceptible.to.precise’answers'as;wourdwbe%desiréaw~»a:~
. by ‘the decisionmaker. ' ‘ oL - o .
. It.is impor tant to fecognize different (and possibly®” 7"
" conflicting) viewpoints and, .interests- among participants == g
‘in the decisionmaking process. The official. sponsor may -be
a congressional committee, whereas. the real. useryof the study 7%
may be one'member of thg committee .or the committee staff.
 Qther participants in the process include the managers of ,
‘the prégram being evaluated or analyzed; as well as!managers ; .
of related-:-programs. Another .congressional committee, thﬁ Y
. Office of Management and Budget, or a. private organization,-’
“.such.as an associatien or Goqephment contractor, may become
' ‘increasingly -interested as -the study progresses. - ‘ oo

: In.developing 'a clearer idea of .any of .these participéqts'
needsy attempts'shouldibe:médé‘tg_elgcit”and clarify informa-~.
tion ‘on the nature of the problem or'issue as it is currently

 understood, the general context of the problem, .and parts'. S
that appear to require special emphasis. Specific_attention
should be given. to .the order "of priority in approaching ‘the .
various parts of: the problem and to particular points of
information or insight essential to making the decision or
_meeting‘the.decisionmakem's needs. -The bureaucratic or poli~ -
tical context in which the decisjion will be made needs ‘to be o=
. . .‘ S 19 R L e e
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- understood. The time available ‘for the study and the critical
points at which specific items"of_@nformation are needed

'shoulq_be gsce;tained. - f~ f

_'Définihg the nature and scope of thé~prob;em

"It is essential that the intended users of the study

" (the participants in. the decisionmaking process), ‘together
with those persons responsible for the study, share -a common
understanding of the nature-and scope of the issues at stake.

A full and correct understanding of the nature ~f *he

~problem will be aided by (1) consideriny its origin,  ..aown,
(2) reviewing lcgislative (- .:ings, reports, and acts o
.associated with it, (3) inquiring into the history of programs
‘designed .to.deal with the problem, and (4) ‘'examining past §
-analyses, evaluations, audits, and budget examinations of the - -
. same or related issues. Outlines and checklists can be’
“helpful in ‘this review.. . T

_ The scope of a study depehds.bofhkoﬁ the questions it -
wanld.be desirable to answer and "“the availability of methods
.and, data which will provide those .answers. - There. is often

:f“ﬁ“mm”faatradeoff*betWeen»thewbEeadth_of"a study and precisioh-in;_;i;
. ° thke results. The planned: scope should also consider the: .7 |
e nature’ of the decisions which the study. may, affect. For -

>—example, a broad consensus that a~prOgram-isﬁﬁgg-working‘mEY"*
‘warrant_paying more attention to basic altetnatiVes and less
'5-togminor?impquemeﬁts;in'the existing programy’ A shared - -
understanding of the.scope of. the study~and the objectives
s " andzmeasures of ‘the policy-or_program are the foundatien for. -
. 'w. ' defining ‘the "initial direction of the.study effort. s
AR A cLl LT e e ' T

, :Similar1yf§qnder$Eanding"is-needed'of'the COvenagém S
i " required in geographical .terms' (reglonal, State, local); on”
W = areas, popylations, individuals,™or units to be ‘included; ‘and
b onthe scope (how many individuals, approximately: ow ‘much Y
" information.from each, etc.). The gcope of coverage together

_.with the timing provides for the logistics. of the work.. For 7

. example, indepth.work‘may be  undertaken.at a small mumber -of =
locations, 1éSs_detailédiwoxk at a-larger number of locations, ‘
or some combination of these. ) - 3

';Determining-vélidJBbjéctives
_Tﬂ\fﬁ mheﬂobjéctivéswof'the:policy dr programfithe,benefits

" desired tb6 be achieved--frequently are not stated clearly

. and precisely. The original sponsors of the policy or. program

|
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may not have had a PreCisefidQQ%Qf_the[ehd results desired.

. Formal statements bfqbbjectiveq”may»be7intentionallyrambig—'

uous if it 'is easier to obtain®q consensus on action. Value -

~ judgments underlying, the objectives may not be, shared by.

. rimportant groupsl.;cénsequently,\kﬁe end results intended- .
_‘'may be pefceived by some as .implying ill effects for them.
'Furthermore:, explicit statefrents of gbjectives tend to imply

~ a specific assignment of priorities and commitment.of re-

sources. ) L s -

. To the extent feasible, ~iacement:s of objectives should:

1. Capture a complete understanding of the inténded i
oo benefits, including the expected level of attainment.
Z. Identify mecipients of unavoidable;éGQenSe cénsef/?f

quences or unintended benefits. = ... ')// '

3. Include important qualitative aspects, even though
-measur ing degrees of attainment may be ‘exceedingly
difficult. - .. ’ : o : C

L~

. Take éccoﬁnt'af_mu}tiple;objéctives.ﬁhich may be .9
complementary or conflicting. o .

. - The importance 6f,Eaking suchAaﬂCompneheﬁsive view of
. objectives cannot be oyerstated.. .Oversimplified statements -

. (1) will not capture all essential aspects of the effects = ‘
“intended and (2) may contain implied conflicting.conseguences .

. be athievable simultaneously and may be interdependent. -

.

for groups other than the .intended beneficiaries (e.g., to

‘eliminate hunger or to achieve_energy.sqfficiency);_'Implied

R

objectives may represent®desirable -end results. For example, t «

a summet-employment?program aimed primarily at increasing
earnings of young people may be viewed as reducing civil,

disorders. Moreover, even desired -:end results may not all

: Ovérsimplified“sfétéments may result if édtivity;mile—‘ ‘

F"stonéS-are contained in them (e.9., .to. increase.-the: number
... of emergency rooms by 20 percent by 1978). An objective =

| .stated in this way may ovefly constrain an assessment of .

alternatives, .the purpose of. which is to -determine-efficiént

- levels -of-attainment. of .:an ultimate~benefits -On the other -

hand; it is important that the statement be gpecific with -
respect’ to ‘the nature and.direction'6f‘changeuso}th%t‘progress
‘can ®#e measured. 'A statement such as "to ‘reduce -deaths, :
additiohal;compliCations,,disability( and suffering of persons

with acute” injuries by irproving emergency car€" would ‘satisfy

is L
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_these criteria. Quantitative goals or.targets are also
_']/)//needed, but these mu:.t reflect priorities among programs. -
T Accordingly, they. can best be set as part of the budget and = -

long range financial planning process and should beuneexamiﬁéd'
regularly as budo~t priorities shift.- S :

In. .appraisir sults of oipyoing programs, if targets or
acveivity 'milestoues have been furnished to managers, the -
taigets or milestones should not be accepted uncritically
(e.g., a specified student/teacher,ratio). An attempt should -
be made to find whether deficiencies in attaining the mile-
stones are caused by unrealistic expectations or by the way. .
the program was implemented or operated. ’ ' ‘ ‘

A shift in objectiyes'canfgccur‘over'fime and care must
‘be taken:to assure that statements of objectives currently in
use are .still valid. For example, the objective associated -

" with the national 55 miles per hour speed limit now includes.

- safety, as well as energy conservation.

---;peﬁe;mining,validAdbjéctives'is a?complék and‘fruétratfnéfb.
Y . task. A study may have to proceed without fully satisfying
Lo .these requirements. " If this is the case, objéctives should -

be reexamined and clarified aslthézstudy'prog:gsses.

"gpecifying comprehensive measures ..,
’ - Valid measures of policy and .progranm consequences are re-"'
- guired for both-appraising results-and asseSSing'altegnaﬁivééﬁ
Objectives and measures of'conseqh?pdes.areuinterdépéndeht.”
The ‘quality ‘of each ,depends on the .other .  Measures should
pbe used which cover all aspects of' a given objective. ~Ideally,. "
. measures should - BRI o o Lo S

° 13y

——quantify the¢exten£fto whiéH’the“objective(s),aré or -
would be metse"effectivenessf'measUres}'W C
"——captﬁfe quaLitative'aspeéﬁs of  the ‘consequences--
' "intangible" meagures; ' CL — T
—4quantify, ththe7€iteﬁt-poégible,guhintended conse-
quences--"side-effect" measures; T IR

-~quantify,.to the extent possible, the'difiéf%ncésfbﬁﬁ%%“ﬁ%7

I s L B
R . impact on the beheficiaries and .the cost bearers--
: { "“distribation™ measures. - - I D L T
. e : S e e T
: ’ When appraising results, 1t may be' decided- for: practical’ .,
. . " . . . ";,\ N
: : 3 A
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. reasons to exclude side-effect and disgribution measures..

. However, they should not be excluded iff reasonable effort
would produce useful data or if the décisionmaker is espe-
cially interested in these measures. For intangible measures,
_some gualitative indication of relative “magnitude should be
used (e.g., ratings by clients reflecting their satisfaction

with the quality of a service). IS '

Data may not be available on the desired measures OF.,
if available, may be obtainable only at high cost. In these
cases, surrogates will have to be used. For example, the h

" scholastic aptitude test is used to measure likely achdeve-
' .ment in college. When surrogates are used, their validity -
should be established. S S )

, There is a temptation to define quantifiable measures,
especially of effectiveness, too. rigidly or narrowly. For
- example, in‘evaluating a public employment program, -a success-
ful participant might be specified as a person who is employed
‘1 year after completion of training. If the participant worked

-1 day-less than a year, would. he or she.:be Viewed unsuccess-
‘ful? Suppose the participant only occasionally held a .job,.
but happered to-be working a year after the ‘program. ‘Should
" this be counted as a :success? The Tange and distribution.
_of outcomes should be considered_ in this case. ' For example,’
. 4i . data on the_percentagemof—péréonsi@oldingwjobstormyarious‘f
//1 lengths.of time after training would provide a more meaningful
picture .of real outcomes. This sort of distribution is a
~ needed to judge levels of attainment or ‘degrees "of success
~ or failure. T ‘ v R

. ..\ These.:four fundamental concepts are closely interrelated.
A clear understanding of “what is. needed for ‘the decisionmaking
process, ofithe nature of the problem, ‘and statements of . -~ :
objectives is necessary in.order to assure that a meaningful -
_and feasible set of measuies has’been-specified. T

.-'AP?R'AISINC‘; POLICY AND PROGRAM RESULTS .. . E

N

. ~ The process of appraising results should begin concur-
rently with policy or progrpam implementation and continue as

~ needed. Continuous appraisal, through a well structured o

*. management information system, should be maintained, but . -

" even ‘when ‘it exists there will be a need for special reviews
“from time.-to time. . : o ' '

. . 13 S
. pen

o :,Afteé‘the“fundémehtalzconcépts'discusséd above afe' 
'understood they must be further developed through application
. .of other more specific concepts and methods including . -~ ~.




--making wvalid comparisons/
-—developing needed information,;- . ‘ .

'——lnterpretlng program results, and

——checklng the completeness of the appralsal

Maklng valid comparlsons *

;]V- ' Comparlson is the essence of appralSlngzprogram results.,,
e .;For evaluation to be useful, outcomes of: the program or pollcy —
B ’ must be compared with something else in order to reveal the. v

effect of the program. The basis for compar ison may be .the
F outcome of an alternatlve policy, of the same program at an’
el .earller tlme, or a. comblnatlon of such comparlsons.

The measures that are used in maklng these comparlsons ,
" should be- derlved from a valid statement of" objectlves This - -
derivation is more: d1ff1cult if the objectives are  not clearly":f
. stated’,” ‘changes "are taklng place, or for other reasons the i
" basis" of comparlson is arbltrary :

' The measures used for comparlson need to be developed e
with the deécisionmakers:who -know whéther their focus:is on =~ -
resource input (e. g., mixture of paraprofeSSLOnals, nurSes,.gﬁ\ .

-:and physicians),, operatlonal ‘process (e.g., scheduling of ~ , v
surgerles), outcornies (e.g., disability. days averted), the ol
“'operatlonal setting (e.g., interaction w1th other outpatlent o .
and 1npat1ent fac111t1es), or some comblnatlon of these. o

* Other sorts of comp risons may be useful ) For example,
: omparlson of lanned variations. among~projects within an ’ :
eXlStlng program'may,help to identify. lmportant characterlstlcs‘
and potential 1mprovements A’ comparison of SLmllar programs,

1f feaSLble, may prov1de some of. the same 1nformatlon._~

R

S Once the nature of” comparlsons is establlshed, a- serles
of additional” questlons dlrectly relatlng to ‘the- problem at’
hand should be raised. Some of these are posed as hypotheses
whlch the- appralsal aims to prove or disprove. Such hypotheses .
“or questlons must ‘allow an appralsal of whether consequences
or effects are attributable to the program or. toTsome other -
causes. A decision needs to be made whether only descrlptlve
findings. will suffice or -whether it ‘will be- necessary £o- R
demonstrate SLgnlflcance of. results or d1fferences in effects.-;h
AT
Cholce of ra comparlson approach depends both upon the

17.
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questlons to be asked and the availability of data. This is
not only procedural &ut involves also.questions of access,,
comparablllty, restrictions on collection and use of, confl*
dential data, etc.’ These problems may be more severe'than e
m.,i © many evaluators, auditors, examiners, and others realize.
e This means that analytical methods should be: used which ‘make .
: the most- eff1c1ent use of each blt of data S - L

. Data problems mav make it 1mpossrble to use the best © .
theoretlcal me thod. “Some methods may be. lmpractlcal if data
is too highly" aggregated,_lncomplete or’ m1ss1ng, or may . re-
unre "patch up" efforts after the evaluatlon’ls underway.

Some major compar1son methods follow. .

s Experlmental methods——attempt to measure. the' results of

Bl the program as though everything else is held constant. .This

: is..done by measuring..the’ difference, ‘in terms of the measures.

:- of success, between ‘those affected by- ‘the program .and a coén-:

_ trol group which is not. This is the’ preferred method for '
evaluatlon of social experiments, but it can also be used for
any. evaluation when the esséntial. requlrements -of" random assxgn—"
‘ment .and -‘control ‘are feasrble. This is the approach that was -
used 1n the New Jersey Negatlve Income, Tax experlment ToInte
‘that’ experlment, several;dlfferent amounts of monetary - "¢
~incentives were .given, to’ d1fferent groups of families. in the
same situation to see what effect the imcentives had-on. work
and spending habits. " Résponses were compared with the ‘habits
of@famllles in the.same :situations which received no. monetary'
1ncent1ve from “the experlment dur1ng the same“tlme.A '

The analytlcal strength of the experlmental method makes_

it .a very useful tool. This value must be balanced against '

other considerations, such as¢ ‘cost and ethical. and: legal Y
constralnts, before this approach ls selected - '

Experlmental des1gno quulre that ‘the affected group an\
the - graup. not affected possess SLmllar ‘characteristics. This,
is - the reason for a strict’ requlrement ‘that the potent1a1
part1c1pants be\randomly ass1gned SO. that: each-one has’ the .
- same chance of ‘assignment’-to: edther- groupwbefore the program e
beglns. Unless randomlzatlon is achleved, there is no- assur= o
ance that the" results are attrlbutable to the program. L

s . For example, unless randomly ass1gned, part1c1pants1,,'3°f31
o mlght enroll- ‘because they -are. more perceptlve and desire the =
. beneflts more ‘than others who jare’ ellglble. This- blases any = v ..

-'. o . : LT EPS
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compar1son of the response or performance of the two groups _Qaggv
. because their motivations and other characterlstlcs were not S
.H_the same . . _ o PR

\
N N
N

Nonrandom compar ison group methods——are commonly used e
. when the requirements for strict randomized control cannot be. - ¢
. satisEFied. Attempts are made to make the comparison ‘group- as -

" similar to ‘the exper imental group as’. poss1ble by matchlng SRR
individuals. w1th the same sex, age,~rac1al, or 'socio- economlc;{_wW
characterlstlcs The ‘differences in results bétiween the' two R
groups (experlmental and the ‘matched comparison) are attr1— R
butable, as.in experimental designs, to the results’ of the | " -
. program-.. However, without random ass1gnment there. 1s greater !

., ‘danger that the observed results are attrlbutable to. nonprogram

L9 o lnfluences.‘ Other difficulties with the method lnclude poten-—:

£ lal b&as resultlng from self selectlon by part1c1pants." R

Comparison of. Slmllar programs——attempts ‘to establlsh

measures and ‘data with which thewoutcomes of 'two or. .more’
;\ongolng programs_or. components :can be c0mpared. Program

comparlsons are . attractlve for. ‘several reasons. " They: (l) .

" provide lnformatlon on effectlveness\of alternatlves in":com:

parable terms. and for the same .time perlod, (2) ’reduce: the

v _heed.to rely. completely on: the elusive. "control" of’ exper1~

f_'.‘_ méntal methods applled to one .projéct, (3) help generallze

‘ ‘the results if widely dlstrlbuted'"repreSentatLVe“ project
‘can be 1ncluded, and (4) .offer an opportunlty to “identify -

exceptldnal performance and” to study what lS operatlonally

dlfferent about those pro]ects

S . “ ;)\:’f\b‘v LR

] : Program comparlsons comprehens1ve enough to yleld the““
,* + . .above.advantages l&are: costly and dlfflcult to.wanage. For
o example, although’“planned variations™ must- be carefully _

' docUmented at the outset, -once in operatlon they will" seldom

be free of further changes, which also-must “be’ documented.,

. It "should be noted whether such changes are "pos1t1ve" 'A‘”V=,
“ie ¢+ .. (efforts.to apply even bettér methods) or "negatlve (re51s—"j
L ¢ance to adoptlng the prescrrbed methods) , L e

e e et . <

. _'E‘ Tlme ser1es~~1nvolves a serles of measurements at perl*v;
AT pdlc Intervals before the program begins and during the .
S -_program.. For. example, in -evaluating the safety results of -
Connectlcut S crackdown on: speeding, it.was poss1ble 'to use v
time series data- collected tor several years before -and aﬁter
‘thls new pOllCY change. An abrupt change in such: trend. data’:
is strong evidence' that the action taken caused the observed

g change in the trend. If measurements can also! be obtained :
' ;n another . setting treated as a compar1son .group, addltlonal Ty
1ns1ghts are poss1ble. ' Ce R L , pgj b
R
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: Careful lnterpretatlon is needed when using tlme ser1es

" data. . There -may be a time lag betweeén receipt of services’ Ce
_and¢ the impact ‘of the services. The analyst should also be s
alert for -cyclical phenomena,_such as unemp]oyment levels, IR
which mlght cause. part ¢t the trend.-' o . o R

LY

g ‘,.l " The methods dlscussed above are not exhaustlve and there R
C ‘are other ways of maklng useful comparlsonsq R L ~

Developlng needed lnformatlon _ o ' . = v~>

L L . Many information systems are not structured to capture
.+ - data necessary for. maklng comprehens 've and valid appraisals, R
Consequently, a certain amount of "ad hoc data cellection will R
be necessary. . Repeated appraLSals of the same proqrams WLll :

~ be elded by incorporating” procedures,to capture the desired .

‘. ~data on a .continuing basis. -For new programs, a spec1a1 effort
should be made at ‘the beginning to incorporate spec1f1c pro-
visions for gathering the necessary lnformatlon. “In any case,,
dec1slons are requlred on - e : L

.

~—prec1sely what questlons are to be answered and

--specrflctltems of data requlred for analytlcal methods
: to be' employed. °* v : » LT

o Selectlon, des19n, and lmplementatlon~of data collectlon
i instruments may be" the least attractive aspects of any-ap~-. =~
praisal, but they are among«the most 1mportant. Major sources

of data lnclude S _ I

-—interv;ews,'

--mailed.questionnaires,» ! : L _ . S

.-~ons1te observatlons,

--peer group ratlngs,
a;( e oo

---standardlzed wrltten tests, L s

'ff--pro]ect and other prbgram records, " .4'v'7 o g#

‘--Federal and State government statlstlcs, such as those
fromwthe Census Bureau and Bureau of. Labor StatlSthS,

.,

j-—performance tests or other phys1cal ev1dence,

-~ . -

Q
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~~clinical examination, L ‘ .

=-financigl, cost accounting, and operational manage-
‘ment information, and .- L. C

. : . . 2 s

B ]

--documents such as minutes, pEoétegs_rgPonts,;pubLic:,3;as'“'1
releases, etc. = S R ) ‘
Usyélly; it is helpfui_tq.use severél.éégrbes, ahd»theré are§
opportunities for creativity in> design of collection instru-.
ments and  in analytical designs which merge ‘data from several

o

_‘sources. It may be-very helpful to|merge data obtained from:

‘personal interviews (condition of home, etc.) with data in

‘rrogram files (achievement scores, etc.). - Careful design,

in a technical sense, must be coupled with careful considera-:

- tion of preserving the confidentiality of data about indivis
‘duals.: (See ch. 5.) - o j T o e -

" Interpreting program results

-

[

o 4

At :

The key point'infihterpreting.xhe data is to aSCektaih

* the degree. to which.results, ,consequences,.or effects are

‘attributable to thé program(s).or to other “external influences.
'FrequehElY*the,data.willurevealfénly'smallgéffécts. ‘Even :
small effects are important, however, becausge they may be the-
only clue-available to ‘the potential for larger .effects: which

. were either obscured. in the data or .are achievable only" IR
" through greater change. in the program. 'Because of the poten-~ .

@

»" 'suggest new

-

tial. for large effects to be obscured by the‘data, it is
important to examine small éffects very carefully.

[ o : N i
. Even if valid, dependable results are not obtained, the
data should provide insight into the 'structure needed in L
fur ther resqgrch and evaluation. These insights may also P
and different alternatives which should ‘be e

'

-

-assessed. _—
= Those making'appfaiSals have'a respon$ibility to provid?
systematic information about . the results of pdlicies, and !

;programs and about the degree of'confidence,at;ached:to_thesén"

‘results, Wnére.a high degree of unCertaintyuexists,%@t\may

preclude firm. recommendations concerning policy and prodram. .. .

““actions. When recommendations -are made 'in these circdmstances,ﬁa,ﬁ

‘the uncertainty must be .clearly communicated. ~ Further '

_appraisals can frequently reduce. the uncertainties‘and»prdvide'7"T"

/
Il
!

“',7a.basis.forﬂfirm.recommeﬂdationé; ‘ , \
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CheCking Completeness Sf the appra1sal

It is helpful in preparlng an 1nterpret1ve summary of a
'policy or program appraisal to. view .the interdependent con~
- cepts whlch have been discussed as a checklist.

: Some of the questions Whlch should be’ contalned in suc:
a checkllst ares:-

o K

~ --Were, the reasons for ‘the study found to be validg:
Were the cause, scope, and 1nten51ty of the or igz n*‘
problem or issue redefined as part of the study @r =&
a result of. the. study? Why did it need attention at ‘
“this time? Was full consideration given to the "expr&s L.
sed needs. of all- potent1a1 users of the study°

~-Were the objectlves of the orogram or pollcy clearlw
identified? - Did they shift over t1me° Were there
lmpllc1t ob3ect1ves°

~—--Were any SpeClal problems, either: conceptual or prac—

tical, -encountered in using input, process, output,
eff1c1ency, or -effectiveness measures°' ‘Were valid
standards for comparisons. used? -Was it necessary to '

" employ surrogate measures and what ‘'was the rationale . = -
for their ‘choice? What other ‘quantifiable or in-=
tangible - consequences were measured and.how°

o .\”——Were data" collectlon 1nstruments suff1c1ent under the -
;o Clthmstances’ : : ] '
'——Are findings Statlsthally SLgnlflcant and practically
) lmportant° Do they -answer -qugstions posed at the be—.
glnnlng ‘of the study° ‘ :

~-~Were the hypotheses accepted°' Were uncertainties re-
. _sulting from problems with data identified ahd properly
. . “considered? Compared to .other studies or ev1dence, do
: data and conclus10ns agree° If not, why not°

.--Were the lessons learned 1dent1f1ed° Can suggestlons
be made for 1mmed1ate 1mprovements° ' ",

. A
Lohe

.-=To what - extent can the performance of th1s program be
generalized to apply torother settings w1th1n which - .
the program takes place or may ‘take place°. What. should
and should . not be: done in . the future in other locatlons :
-br ln 51m11ar programs° Are these conclus10ns based '

29 .
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_ on demonstrateé causal relatlonsh1ps?"Are reasons
- for program weaxnesses 1nd1cated'> ’
-—Have recommenda+1ons been deveioped for ﬁlternaklves
to He analyzed =nd campatsﬂ _ ST
SJWmat is Qtlll left to be stud1ed° Waat new questfons' ff:
#*ze raised that require further researck? -Which areas
77 res@arch still need further exploration? What
ra:gearch methods need to be developed or improved ‘in
cuder to make fuhnre appralsa1S'more auti‘ﬂar1tat1ve'> .

ASSESSING POLICY AND PP&kﬁAM ALTERNATIVES

: ‘As 1n the case of @opmalsnmg'nollcy and przgram results,
the methods used in asse- simg prnlicy and program—alternatlves
build &=m the fundamentz. Jdiscussed at the begimming of th1s
chapter. In this case a.so, there are addltlonal concepts

“and methods. which are needed, such as:

ha j F—deveioping.a range-of alternatlves,
}-—screenlng the pre11m1nary alternat1ves,

.'\'-. . a
:——est1mat1ng the measurable consequences, '

Syt .
e

'——assess1ng pLov1s1onal orderlngs, Vo e T e
j;-—determlnlng the 1mpact of constra1nts,
B ——reassess1ng the orderlng of alternat1ves, and Et‘ o I
T e . Cor <

w-checklng the completeness of the assessment..= Y . e;

Developing a range of alternat1ves o . P e

It is essent1al ‘to search out a w1de range of alterna-'”
\tives. The initial search for alternatives should not beu
‘\constrained. Cont1nu1ng,_modlfy1ng, expandlng; reduc1ng, or
;abandon1ng an.existing program should -be included, as well‘as
ompletely new alternat1ves.u W1th regard to the’ ex1st1ng :

. Program, cons1deratlon should be g1ven to reexam1n1ng “the - -zn

. Jalldlty of ‘the’ existing objectives.” ‘The process of- develop—.
bg -alternatives should include a: thorough guestioning of the. e

eed for any governmental 1nterventlon, wh1ch may have been i

3 st1f1ed on any of the follow1ng grounds~ T e R

»—-Absence of su1table pr1vate alternatrves or absence_uf%
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q nédgce*the,original.1ist"Qf”aI§ernaEives to.a manageable size. -~
It-is-helpful to make}appnoximate cakculations'dfacost;and%‘“

or procedural changes.

:ll’h o . o 24

of a'private.marketpiacefin which the ne=ded sérvice
czn be distributed. . :

--The. . benefits = society resultimg from emiwerdal use
‘ of services or +tacilities, suth as sgyagsﬂﬁiﬁposali

<-Equal availabil -ty of a service, such as puilic educa-
tion. o - : : - :

--Distribution of benefits .to disadvantagéd people, such
as health benefits through meft.care and medicaid.

--Eequlation of private activities, such as the certifi- -~
cation of effectiveness and purity of drugs.- -

-~Provision of-ixnentives;fof-desired.p:ivate.actﬁiitiésg'”
suich as develomment of energy resolirces., '

Broad classes of @gpproaches which'shbw‘potential For
splving the problem being analyzed should be initially iden-.
—ified. One or‘more‘prOMising aLternativejappxoaqhes_from;
sach of the broad classes ‘should: . be developed. If broad .
classes are not examined, alternative approachsms are usually
:unneCeSSarilYFlimited to-relatively small increméntal .changes

“from existing programs. For, example, -analysis of ‘an imcremen= -

tal'change'in‘eligibility‘standa:ds for the foed stamp pro-
gram is more .narrowly defined than an analysis of overall
income security or nutrition'policy,, Soos '

Reasonable alternatives from all sources, including those
suggested by'governméntal'agencies, legislative committees;
1adypcacy'of'interest_groups-should be considered. Issue
‘papets; such ‘as -described in chapter 5, can be useful at this
stage of ‘an assessment. S . : :

Screening ‘the Ecéiiminaty alterhati%esv

. - A preliminary analysis of the 1ikelY“conSequenceStaéso—"b
ciated with the range-of alternatives, inclhdingftheusgatus,f‘ o
iquo., should nowfbevuhde:taken;-sTnis_initial.screening“is*me;L,f
intendea"togelimina;e3obyibuslyainfgrioc.appfbaches*aﬁddton_~,"'

‘consequences ,. of break-even points, and of-technidalﬂfeasibilfﬂ 

‘ity;fetc.”-ALternatives.Should.not_'nitially be- ruled out

‘pased on implemen;ation'difficultieg,'inqluding orgapizatidnal; .ff

v . : o I3
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Modifications. and : oinations of alternatlves usually.

becomé& apparent and. fre: ~“:ly provide the baSls for new .and
superlor alternatlves. ue search for. alternatives: is.a
wontinuing activity and 3& analgtical effort provides

opportunltles to. 1nvent dlSﬂower other alternatlves that
will arise. .

Estlmatlng measurable ccosequences

Estimates must be mswde of ant1c1pated measurable conse-—
quences as well 'as of af{ zosts and resource inputs under
various conditions and 1l:w=is of available. resources. Measur~:
- able conseqguences includée wZfectiveness, side-effects, amnd
distribution ¢considerationx. In making such estlmatss, the
data on- actual costs and eZFfectiveness found in’prior apprais-~
als of similar programs ssrmald. be used together with actual
operating data. It may #isD be necessary to use" well developed

- -.causal models to make sucwm effectiveness estimates. Although -

these models.must .adequately simulate the real. s1tuatlon, an
existiing model may serve. Experiemce has 'shown.that-it is-
“costly and ' t1me consumlng to'ﬂevelap a completely new model

‘ Some effort should be made to lestimate s1de effects and
their influence on. resources. . An estimate. is.neéded, to the
. .extent poss1ble; of the differences of impact on the benefi-
" cimries- and the cost bearers (distribution considerations).
Approximations may have to be used for side effects a®d
,d1str1but10n estimates, and var ious value juﬁgmentsraﬁaf‘
1nvolved in welghlng both .

v “When analy21ng costs which- should be associated w1th .
efféctiveness, -various cost .concepts are needed, and 1nforma—~
tion on these costs. is usually available. When analyzxng
"‘costs which should be associated with side-effect and distri-

, “bution considerations, - total as well as incremental .costs

- should be:developed. . Frequently such costs are incomplete.
“They should be checked for. reasonableness and cons1stency w1th
the alternatlves of- 1nterest. : :

Informataon at the margin, as contrasted w1th 1nformatlon
~ on total quantltles, is very important in resource- allocation
- decisions.. Approximations of incremental costs, however, -~ - -
_are: more eas11y obtained than are approxlmatlons of the mar-"
ginal- .aspects . oﬁ other progmam cunsequences. A:reasonable -
effort should be made to" esﬁlmate the direction and magnitude




‘audits, evai.ations,. or other studies should be used. :Histér-

ical . d.treixd data -may provide :nformation concerning how.-the
varic . conseguences.are affectec by the scale of actdivity.

Asses: ing provisional orderings

Once toe wotal and incremeznzal conseguences of the
alternatives havs been estimawei. the alternazives should be
arraysd. in same order.  This orizzring ‘may be oased on:one of
‘severa;favailazle approaches. - ' -

One agroach is "cost effect-veness."- This approach
focuses on rasgurces. expected to ne consumed and how -well
the objectives are achieved. Using this framework, a pre-
ferred alternative is .identified a&s one which produces -the
largest achisvement for a given level of costs. or which mini-
mizes resources expended for attaining a given level of
.effectiveness. ' o - SR

While the'cost—effectivéness approach proQides a basis
.. .for. ordering competing alternatives, it does not clearly

-allow: for comparisons of alte-natives associated with multiple,

. possibly conflicting, objectiwes.. Oother consequences of = 7
alternatives——side*effects‘amﬁﬂd:ztribution cpnsiderations~—
are not.an #ntegral part of the amalysis . and may require
separate ;examination.. . S : ;

" A secamd approach to orderimyg alternatives is "cost- .
benefit" amalysis. Sige-effer-s =nd distribution considera—
tions are #ncorporated in thizs approach. Major conseguences,

. pn_béhéfits,'are'measured in dollars, and differences between

4 monetary benefits and coésts provide the basis for choice .- -

v among alternatives. -Theoretically,,cost—benefiE‘analysis,

is more useful than cost—-effectivenéss analysis in treating

differing as well as conflicting objectives.'- The streams of

benefits and costs. can be discounted to their equivalent pres-
ent values, thqs_accouhting for the effects of time. 'Concep—
tually, decisionmakers could selrct programs based. on rankings
of net presemt value ‘benefits (or der ivatiwes of this data)
until the torwal available resources were emttausted. However,
this approaci requires that &1l measures {zmm be tonverted.to
dollars (a @ifficult task.at best) in ‘a way which the deci-
sionmaker understands. 'Because: of the difficulty of quanti--
fyimg side-effects and distributional efferts, there ‘is often
no —lear distinctien between cost—effectiveness and cost- -

bemefit .anal¥sis. . : : - B

-

, 4An6£hez;approéch is ”noSi—valdé“:aaalysis,-sThis'is a .
" tecimigue for obtaining =enezmsElly acgegﬁable quantitative

233 ‘ 3 v L T
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WQighﬁﬁ~for use in comparing the value of the alternatlves R
Iz tthis approach, the weights assidgned to various outcomes . S
are hased on dec1s1onmakers' judgments . 1

-

The cost-value method comb1nes elements of cosu—effec—;

- ftlveness and cost-benefit analysis. Side-=ffect and distri~

bution considerations can be 1ncorporated with effectiveness.: Tl
Because the judgments of dec151onmakers ‘differ, various sets
. of Judgments should be used and the orderlng(s) of alterna-~
“tive® should be tested for its/their sSensitivity to these
dif¥n:rences. In such analysis both 'the array of consequences
assc..iated with each alternative and the ordering based on
the—mrious value systems should be presented to dec1s10n~"
‘makes., .

_ Each approach has both: strengths and llmltatlons, but
all =hare certain limitations. ©One such limitation is :uncer-
tairtty caused by such things as variations in assumptiions and _
the ymality of information on the-altebnatives.. Becamse . - )
. uncexttainty is always present .in anticipatirg future -outcomes, -
undus=reliance-should not be placed on small cifferemces inm '

' " order.ing(s). of dlternatives; Thé-quantitative analysis which

‘has teen discussed should-be supplementeﬁ with :an anzlysis of
‘nonmeasurable conseguences. A serious attempttshould ‘be- made

. to 1nd1cate the s1gn1f1cance of nonmeasuram_e onsequences

~Detenm1n1ng the 1mpact of. constra1nts 'ﬁf

-

Special efforts should be made to asseSS“the impact of

" dctuzl and potential legal,, financial, and political con-.

‘straints. Programs and policies must operate within the g
'frame%ork of law.. 'Alternatives which may. appear theoretically
desnra le must also* operate within-the law. Ganseguently,

- tha alternatives cons1dered for adoptlon mus+ conform to th1s
,ftameWOrk. _ : . »

.In addition to théga sorts of constra1nts, there are
‘cmnstlalnts resulting fram conflict with other objectives.
Am example of such constraints is the conflict between env1—
Eannental, transportat;on and energy objectlv»e=D

However, constralnts are not 1nf1ex1bLe. TE d=ctsion-
maksETrs were clearly aware of “the potential opportumitiss fore-
gonz= resulting from eXLsthg constralnts, those constxalnts
mlgmz.change. :

Dec151onmakers must cons1der poss1ble publlc Leactlon
to. dﬁternatlve pollcy and program optlons, :trategles:that




might increase ‘their acceptability, and what administrative
or o=ner operational barriers: to implementation exist. . The
probﬁemsnofﬁimplémentation'and of acceptability may., to some
degrza, be dealt with in analysis. Usually, assistance can.
be provided to decisiommakers in identifying the "second or -
third: best" alternatives which may have higher prospects for -
being accepted. or implementéd. S I s

It has -been arqued that if acceptability considerations -
apevawqided,fthe assessmént of alternatives becomes more :
. cbjective, less. parochial, and less tailored to fit precon—,
~eived positioms. On the other hand, -it may be argued that -

if acceptabilizy comsiderations are not included, the analysis

vjay grove to be_irrelevant. o *
’ — - ) . . P) .
Reass=ssing the orderings of tke alternatives. =" .

N wrderings of alternatives are always provisional. They
are determined within the context of the factors and values
_ considered to ‘be important during the course of the analysis.
. The assumptions*and.valueS’upderlying.ﬁhe various orderings
" of tie alternatives must be clearly presented to decision- '
makers. Furthermore, even when ‘the analyst thinks. the study’ .. .-
is commpleted, @ecisiomm&ké?s,may‘raisevnéwii:suéSy;ask new
gues—ions, regum=st further study, and ask for additional -
comp=r.isons. , As these requests. are answered, the orderings:’ h
of a¥ternatives may shift. L T o

~ Although attempts should be m=de to include as many -7
factors as possible, other cnmsiderations,proﬁerly'affect the
final policy and program choices. ~Some of these considera- °
tionsrmay'beuépmpletelgﬁbegond‘the analyst's knowledge or
aoility to. estimate, ewen aualitatively, and belong in the -
province of the decisionmaieers' judaments;'xﬁowevék, the
analyst .should &ttempt to understan. these considerations
and to devise semsitivity smalyses whiich may help to sharpen .-
mir= decisionmakers' juﬁ@ﬁ&mﬁs,f;@nakysts:may,even;suggest3-
neEw alternatives which "baimmce achievement of conflicting
acfectives in ‘ways-not perceived when the initial set of
aftezna.*vés'wasﬂdévebmpeﬁiwith the decisionmakers,:or- they.
may iﬁEntiff1altekhatiWQS"whieh*keép options open or avoid. .-

irreversible damage or :risk. Exper.ienced analysts: will:-sel= .-
dam -=ttempt to uge “an "eptimizing" technique- for-'this sort
offcnmmumipati6h£w;th.&Ecisianmakers because -many of-the .-
“;impantghtucons@de:atiamﬁ?are neither specific’ enough nor
‘quantifiable. “Both analysts and.decisionmakers must be. .. .
-satisfied Wwith what,  im ‘their judgmert, is a "good” but not .

wggcessariIY~the~'theonetically best™ alternative.
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'W@” o Checklng cOmpleteness -of the assessment

'Some of the questlons which should be cons1dered 1n
preparing an interpretive summary of a policy or program
,assessment are conta1ned in -the followrng checkllst.

~~Were the reasons fior the study found to be valld° ' S
Were the cause, scope, and 1ntens1ty of :the original h
problem or issue redefined as part of the. study or as
a result of the study? Why did-it need attention at .
this time? Was full consideration given to the ex-
pressed nends of all potent1a1 users of the s tudy?

~-~Were the objectives of the program- or pollcy expllcrtly
stated and validated? Did they change durlng the :
course of the assessment? If so, why?

~~Were there any potentially 1nterest1ng alternatives
gliminated early in the analysis? . If so, why? -Under L
what circumstances mlght théy become attractlve°..v e

~~Were any spec1a1 problems, .either conceptual of‘prac—‘ R
tical, encountered in specifying. an adequate set of. PERNEE
quantiZiable measur=s? .How reasonable were the. dollar A
valuez attribauted to phys1ca1 measures, if. that was = !
done? Were gqualitative indicators properly 1dent1f1ed o
arnd used? . . , . /

l'-DU~the effectim=aness measures accurately reflect theQ‘
‘degree ®f att=fnmemt of the objectivés? Were theya,
comsistontly ussd 2momg all of the alternatives?. ‘Is . A
tite efiectiveness data reliable?. Has uncertalnty in - -
tre data been properly cons1dered°. o e

~—Wers 51de—effenxswﬁnd dlstrlbutlon conslderations ade— .
guatr="y considered? Are there s19n1f1cant dlfferences
o zZmons t*he alrerm=stiwes? -

-~Were akl of “the cost Impllcatlons captured° How reli-
‘able ar= they? What is the range of uncertalnty?

——Td\unat assumptiors or data is ‘the ‘ranking of the
alternatives semsitive? Are there any actions which
.czn make the leading alternatlves s1gn1f1cant1y less
affemioad by #he. ummerta1nt1es°

:-AIEftmere\any smec;al problems connected with ga1n1ng

~

N
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“

is
.

‘general éccéptanéé of the apparently preferred alter-

natives? Will implementation of any of these pose

" particular difficulties?

‘~-Is. it likely that additional informatidg"about"the

leading alternatives would change the ranking? How,
“when, and at what cost could this information be ob-
‘tained? Can the policy or program decisions be held
'open while:new studies, evaluations,. or research-ef-
forts are completed? -What long-term evaluation ‘or
research efforts need to. beé initiated to megt gimilar

or related problems in the future? SN
" o . N
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S _ CHAPTER 5

<
~o

' PRACTICAL ASPECTS . OF MANAGING AND PERFORMING STUDIES

. ‘Previous chapters have dlscussed the conceptual aspects
of apprarsrng the results of policies and programs and of
assessing alternatLVe solutlons to the issues related to
them.” 'In dec1d1ng which problems. to, study and in carrylng
out actual evaluations -or analyses, however, certain practical
guestions arise which need to be addressed. - This chapter B T
discusses some of these- prattlcal aspects. and offers .sugges- B
.tions for coplngfw1th them._ The list-is. not extenvae but
is indicative of- the very real problems faced in th1s type

. of work. .

"iFORMULATING AN AGENDA OF STUDIES

One of the most lmportant responsrbllltles fac1ng any
manager of an’ evaluatlon, analysis, audit, or other program
. review staff is, developlng an overall work plan for the organ- .
~ization.’ Plannlng a program of studies which will be of maxi-"
mum benefit to dec1s10nmakers should lnvolve two pr1nc1pal-
'tasks. ' : : - :

~~Ident1fy1ng problems or lssues wh1ch are evolv1ng as .
i major areas of concern.

: 3~~Dec1d1ng whlch of the many candldate problems the
organlzatlon should comm1t 1tself to study1ng

_“IdentlfylngAemerglng problems

LA . . |

™

A contr1butlon can be made to resource allocatlon dec1—
-s10ns by raising -problems and exploring: their ramifications
in "issue papers." ~These focus- on problems which, there is
~ reason to believe, will become the subject of a full scale
; evaluatlon or analy51s.

o \ ' '
The ablllty to recognlze emerglng problems for issue

Apapers -depends on experlence and..good. judgment. Developing | a
!an isgue paper .also requires an understandlng of the problem. L,
area and 1ts envlronment. . . e

e,

o An 16sue paper may fo!lew the format and style approprlate.'
" to.a.-full-dcale= evaluatlou or analysis but is limited to an Uy
_f_assessment ‘of what is known about the problem. An issue -paper S
"~ “could-be’ as short -as-a feWw paragraphs-or: .long . enough ‘to cover - = ¥
" all:ior almost all of the points required in a full evaluatlonj Sy
‘g;or analys1s but w1thout the scope or deflnltlveness of a -

e
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f1n1shed study. ‘An issue paper should
tions on the nature of further study e
whether the problem should receive hig
- why), whether it should be pursued but
(and . why), or whether it should be aba

De01dlng Wthh problems to study

Many problems, programs,.and,poll

K

emphas12e recommenda—
fforts. For-example,
h prlorlty attention (and
on a long~term bas1s
ndoned (and why)

cy 1ssues are in need'

of systematlc study. , Yet, scarce staffiresources need- to be

: _allocated to the most productive pr03e

Issue papers cdan 1dent1fy policy
worth evaluatlng or ‘analyzing. Howeve
" judgments is 'still needed to select’'th
problems. which, if solved, would ,maxim
~payoff. While it is. relatlvely easy t
fluencing these-choices, it is seldom
all of them in a formal quantitative f

cts. AR

and program problems

r,. a complex series of |
at particular group of
ize the. anticipated '
o list: the factors in-.
feas ible to appraise

ashion. 'In some cases ..:'"

" there can be little more than an lnformed/guess about the

potentlal utility of a study.

‘A systematlc welghlng of the. foll
helpful : - _ , “a

. R The ant1c1pated payoff of suc
analys1s. : .
Thls payoff can- take several - form
~gram_ can be canceled  and costs saved;
" can be reshaped with consequent improv
reductions in costs, or both; or bette

/s . '.

ow1ng factors w111 be

cessful evaluatlon or 7

s: an ineffective. pro- =

a mlsmanaged program
ements in effectiveness,
k- alternatlves can .be L

‘substituted for current. programs and policies w1th galns in

effectlveness, reductions in cost, or

2. The chance of the successful
tion 'or analys1s )
. Th1s judgment depends on a basic
damental causal relationships; thé regq

-\ information; the adequacy of current a

/quallty of staff, consultants, or cont
and money - avallable. o -

both. .-

performance of an evalua—

,\/

understandlng of the fun-
uirements for additional
nalytlcal methodsw the
ractors, and the tlme

3 The chance that a preferred courSe of actlon can

actually be - lmplemented

oo
& :
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/' . This judgment depends upon such things as newness,
simplicity, visibility, coverage, ‘and. timeliness of.the.
S preferred course-of actfon, o I -

Y

~//// ) 4, The need for‘resolving‘the"problemior“issue.ﬂ 'A tff* Aj;f
/- N . ‘ N . S N
x ¢ This need depends-on the nature and relative‘importance BRI
of the problem’ and the time remaining before a.- meanlngful
dec1s1on has to be made.’ ‘ : 'a¥ e
A '”5. The estlmated cost of the evaluatlon or analys1s.
BEGINNING A STUDY '., G Y T A’.;[?.u
S o ' el
Certaln tasks need .to precede ma]or commltments of staff
and: other resources, These tasks include preparlng a study"
planj, obtaining necessary agreements, selecting the:study
_team, establishing lines of communlcatlon,»and selectlng S .
approprlate methods. . N _ L N A N

¢ L o . "

-

v

~ Preparlng -a detalled study plan

Substantlal effort should be deVOted to draw1ng up a.;*fm
comprehensive and thorough study' plan which - ‘will-serve'as a°
~.gquide for all subsequent work: A study plan. that is- too =
broad in scope or loosely stated is almost certaln ‘to create. -
false expectations for: some interested groups. Clearly, trade~ -

"offs have -to be made. between the time devoted to planning: =
~versus doing a’study and; within” “the planning perlod, between L
a detalled and a. general study plan.‘ i L o

AB

As the study. progresses, it.is llkely to: dev1ate from
orlglnal expectations. Ferhaps, the . issue turns out. to’ beﬂ
different from that. originally postulated; the objectlves may"
not have been stated precisely-enough;-a"working assumptlon may -
not prove viable; other alternatives to the, program emerge;” new::
facts comé to light; hoped "for data cannot Pe obtained; and. s0"'
=On. All Of these! developments call for some modification of cxen
" the ‘study plan. Changes should be made, as approprlate, to the T
study plan. ; _ . AL

s

ESSentlal elements of the study plan would appear to be-?'”

-

g —-A clear statement 'of the problem to'be- studled,
KEEREEN : questlons to be answered, and dec1s10ns to be affected




.
]

§ oL

 44A'spepification»of the resources to be committed (in- .
cluding:identiﬁication of the key staff members and. . °
any contracted tasks required). : e _ -

S j‘:’:"», ,.‘\(;-%E '{J_}v. . :‘ . ) ; .. ‘ : . : . . o . v

--The frequency, format, anhd recipients of reports.

o

 —fPrbcedpr€s for'émeﬁding the study plan.

'——The;timéftamé.fof the major éompodenfs of the.study and
.. . the final deadline.- ' ' . ' s T
thn/é study or a major part vait‘is»tq]be.performéd by,

. contract, there should- be -discussion and Understanding by the .
~parties concerning the essential elements of the -study plan.-
"This is likely to require *léngthy dialogue with. the decisien--
_ thakers. Egg?Qﬁb.with official responsikbility for..the. policy " .
or program”and for the study should assess feasibility and . i

validity of the study plan. _Any. differences’ should be resolved.
before the study begins.  Substantial time and effort may be = -
necessary to arrive -at afwo:kable‘understanding, In the case
' of contract studies, the agency staff must be technically o
© ' .. competent to oversee -the study and must also be familiar with-

 ..the various rules on' contract management.

kY

e,

\ﬂfisélecting the study team

L Most -analyses. or evaluations require contributions from ¢
.~ .yseveral key persons.. For large studies, subteams for parti-
.gular ‘aspects may be required. As in ‘any group effort,. some- .-
‘rone.must be in charge to (1) provide 'guidance, (2) manage .the -
work on a day-to-day basis, (3) report to higher authority, .-
and (4) generally be responsible for .meeting the terms, of the
study plan. . : ‘ T . '

'fhe coordinator or -director -should be experienced,.Wibh' ,
a technically sound but broad background,  an instinct for .
‘the principal issues; and the leadership abilities that-elicit
from. the team members their "best efforts. It usually turns .
out that the ‘team coordinator or director will have to be-
principal editor. of the final report--so writing skill is.
- necessary./ SR T e .
Syt SR a . .
: /A/féam studying-any complex policy or, program should
be composed of experienced persons from various disciplines,
“~“with. the stature required to obtain needed information and .
- 'assure credibility of the study. Regardless of their origin,
however, iall should be made to feel as coequal’ members of an
' exciting intellectual experience -and useful endeavor. g

.
g
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"freportlng requ1rements should be fully .u

B One way to create such an environment--at the same time
“.avoiding duplication -of effort--is to have an initial brleflng'
~on. the terms of the study plan with all team members. ' Impor-—.
tant. aspects such as. concepts, assignments, schedules, basic
assumptions, need for: personal and agencﬁ coordination, and
derstood-and agreed -
upon in-advance. Provision should be made for perlod1c brief- .
'ings by each specialist. to the team.as a whole so that everyone

. has both. a grasp of. overall progres and .a chance. to offer -

"facts or 1ns1ghts on any aspect of the study. -
RER It is often helpful to obta1n reviews by competent and
~w1dely rec»gn1zed independeéent professlonal analysts and
~evaluators and experienced program- adm1n1strators.v This.
adv1ce ‘adds & Seasoned viewpéint wh1ch may 1mprove the  tech-
‘nical aspects «and- may - assist the- superv1sor in’ assess1ng the
technical adequacy of the work of staff members tra1ned in"
d1fferent d1sc1pl1nes._f e , S

‘Establlsh1ng llnes of c0mmun1catlon _ ' S g

. If the study effort 1s suff1c1ently large,_off1c1al polnts
“of contact among various interested groups and users of the!
”study should be de'signated. ThlS should insure that communi-.
~cationg of all kinds flow- qu1ckly and . clearly among- the. groups
having a major interest in the Progress ‘of the study. . Open
communications provide the basis.-for ‘a more complete assessment.
or appraisal and -a climate - in which recommendéd changes are

- more likely to be accepted and 1mplemented.~

' o . . : . o .
'Selectlng approprlate methods g _ - &

; Analyt1cal methods wh1ch yield valld and (hopefully)
‘unequlvocal results- should be used. However, the method must
also satisfy the constraints of t1me, money, and data peculiar

to the: study. 1I1E£ the constraints 1mposed ‘are so rigid that-
the study would be compelled to use methods judged to be -
analytically inappropriate, the study should be undertaken
only after fully informing responsible authorities of the risk
thaU«rel1able concluslons and recommendatlons are 'not likely.
No partlcular approach or technlque is 1nherently the
appropr1ate one. . In practice, there are too many -attempts
to mold the policy or program issue. to fit a specific tech-
n1que. This should be avoided. For a specific study, various
. approaches, each having its own particular logic should be
' consideréd. Usually, a blend of methods and. techniques w1ll
be requlred to. provide insights .into the full consequenses

» \
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-

" . tions and condltlons.‘

‘x;of the various alternatives. Reasons for’ selectlng a partic-
- ular approach or blend of approaches should be clearly stated

satlsz the following crrterla- o . e .

© their relathnshlps are adequately specified, relevant, and :
“valid, a model can predict the consequences of un tried alter-

_analyze data obtained from the varépus’collectlon instruments
. and analytical models. However,

so others can understand the ratlonale for the partlcular
cholce. . . : L

Whatever approaches and methods are selected, they should

1. Validity--how much confidence is there that the
: ;results can be actually used° v L

2. Relevance—-are the results useful to dec1s10n—
'~ . makers? Will the method be used (such as a model)
- to answer dec1s10nmakers questlons°
3. Slgnlflcance——WLll the results go beyond what 1is
' apparent from direct observation? - Will the’
' results tell the dec1s10nmaker somethlng new and

g .lmportant°

L

4. Eff1c1ency——d0es the Jalue of the 1ns19hts exceed
the cost of using the approach°

o 5-"T1me11ness——w111 the- analytlcal information. be
i . available in time to meet a .management ‘or. legls—_
. lative decision p01nt such as renewal of explrlng
. legisldtion? -

. - Modeling and statlstlcal 1nference are two related methods_'
Wthh are, particularly useful and are frequently used by P
eValuators and analysts .

A model is an abstractlon from or a representatlon ot :
the key elements in some real. system. If the key eleménts and_[k

natives and varlatlons in- data and assumptlon
Statlstlcal 1nference technigues ar€'w1dely used to'

nditions _and assumptlons
underlying these methods must be satisfied if’ the method ‘is
to be used., Mistakes can ogelr, for example, if prepackaged
computer programs are used”without understandlng the assump—

’

Y
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.‘CONDUCTING A STUDY'I

“In-the performance of any evaluatlon .or analys1s, _
‘pract1cal decisions of many types must be made,  and pract1cal
‘problems are freguently encountered. ‘Some of .the most common
.Qnes ‘are d1scussed here. - 7~ ' ' P

.Collectlng relevant data

‘In performlng studles% there is often a- temptatlon to o
collect all of the 1nformat10n which might be of use. While
-every..piece of information. may have some value in the right
place, is it relevant and worth ‘what it coéts to. acqulre it?

. Questions which should be contlnually applied to -any data
E collectlon effont are:s. . -

'=f—E‘a6tly what questlon is this: plece of data 1ntended
_o answer? -

¢

——What analytic modeI'demands it? o
%5£ SR ——What calculatlon cannot. be done’ w1thout it? =f;”

:Testlng the rellablllty of data

An attempt should be made to est1mate whether data  is
. reasonable at, the time it is first generated i.e., how does
this new piece. of data square with everything else ‘that is '
known or can be deduced relating to it? This is especially-
important  when complex calculatlons are involved. How -does,

maklng rough ‘calculations freguently glves the staff member, .
new 1ns19hts 1nto the data.- :

" There are numbers of one klnd or another whlch are w1dely‘
published. Everyone- seems to use them unquestlonlngly.m "How-
“ever, a careful analysis has often demonstrated that some data
" has a d;fferent 1nterpretatlon than what is commonly supposed

. OccaSLonally, an attempt may be made to’ w1thhold 1nfor—
matlon.’ It 1s not uncommon to hear .that data -

./”x——ls too hard to assemble,

:fdoes not ex;st in the form‘wanted;
" -—is only a working paper,"or
--is privileged. * - 2445-
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the answer compare with rough ‘calculations? The exercise of - ;




When faced with this type of situation, the analyst. -
~ should. (1) consider the value of the .‘information to the study, .
- (2) attempt to obtain a release of the appropriate ‘information
if needed, and (3). propose. to the study coordinator that a
.formal request be sent- for the needed information. 1In some
.cases, essential data will ‘have-to be "constructed" or '

‘"extracted" from secondary sources.

S Frequently, data collected from different sources about
the same.subject matter will be in .apparent conflict. The
- first practical step in getting the right-data is to recon- | :
© ‘cile the apparent conflicting .interpretations of the data. Co
~An appropriate question may-pe:u,Are,they‘truly.tWQ different -
. sets .of values describing exactly the same.event or situation?
" A second step would be to examine how the "data..was -derived.
I ‘The apparent: conflict may be a simple function of the data -
S gcollectiOn.methodoIbgy;k;After these procedires have been:
’ . 'employed, it may be appropriate to use an analytical technique
. to determine the significance of the.differences. Additional"
o assurances, may be obtained by having data reviewed by experts -
in the field.- ) S C L

Protecting the confidentiality. of .
- Tnformation about individuals * "

‘

It . is often necessary in evaluation and analysis :to
o ~collect data about individuals. In most research involving
‘.. = - human subjects there has been a firm commitment to protect the
confidentiality of personal data. It is important to make
certain that-data on individuals is not personally identifiable -
in the study ‘or in unsecure files. Ifit is_neceSSBry.tof
obtain information from the same individuals in subsequent
time periods, special controls and procedures should be
required to assure that systems of records do not disclose

-

‘.individually identifiable data.

~ Federal agehciéS'and‘sdme Federal-contractors_aré require-
_ ed -to comply, where applicable, with.all provisions of the . =~ _
S Privacy Act of 1974 to protect the confideptiality,of_individ- ‘
Lo ually identifiable data. _ These provisions include ¥ T

E)

¥-public"diSClosu:e of the- fact -that an”agenéy maintains
a system of records about ‘individuals, S

~-strictly eﬁforceablé'procedureé for assuring- that
individuals have access to their records and the oppor-
tunity to correct them, ' e O - o

38
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--controls on d1sc10sure af 1ﬁd1y}duals identiffggfgi~
data, and - o A_;A”r,_ a 5 Lo I
p ——adm1n1strat1ve, technlcal“ and phys10al safeguards‘

’ -to prevent unauthorlzed access to such data.

In plannlng a study, ‘care should be taken to requlre
‘individual identifiable information to be collected only :
when no -other approach can enable the issue to be wvalidly. - .
studied. When such data is collected, it must be. properly - -

R protected

‘Documentlng and- referenc1ng

: Documentlng appralsals of results and assessments of ©
’,alternatlves is-important. "The: documentatlon shOuld be‘g'
‘sufficient so that another 1nd1v1dual ~or. team:. 1nvolved in
reviewing the’ policy ‘or program, by: rev1ew1ng the documenta—
‘tion, could follow the analys1s and, as needed, reconstruct
‘parts of .it or use ‘it in another study. Bas1c assumptions
should ‘be clearly identified and recorded ' The rationale -
‘for using, direct -or surrogate measures’ ‘should be stated-
explicitly. 'Oral interviews shoUld be summarized in- wr1t1ng,
dated, and filed. 0r1g1na1 documents should .be retained,
Coniplete files of xr=levant raw data and- work papers should
‘be kept and filed so that they cam be retrieved easily for
_review. 'Information which canrot be: readily filed should

be adequately descrlbed and referenced in- the flles.

" The study team should dESEgﬂ,\USe, and save work papers,
Well des1gned clearly label®f, and fully’ legible work papers
+offer an, 1mportant insurance: pollcy ‘to. the study team. - The
work” papers constitute the evidenge. gathered ‘A review of
the work papers will show: whether the study team has been -

~ thorough or whether they may have overlooked an 'impor tant facti“’

-.or element-of ‘a problem and that all s1m11ar elements-.of. the

analysis or evaluation have been treated consistently. The""“d

work papers should be checked against the .study. plan to assure
that the plan was carried out or that changes are fully ex-~

':~pla1ned. Developlng the total costs of each of a series of

- alternatives is an outstanding example of the need for, and

. usefulnéss 0of,. a carefully designed :and" clearly labeled set .

of worksheets. 'Without them, the chances.of missing an' impor-
tant cost ‘element, incorrectly calculating an intermediate "

~ result, .or cost1ng the competlng alternat1ves 1ncons1stently
’”are substantial. . - ‘ .

. Work papers should be dated and s1gned so that ‘a clear
trail-is establlshed as to who did what and when. The best s




way. to- tie it all together is to fllE, w1th workpapers, one
) copy. of the: final report which is cross referenced to s1gn1f1—~
.:cant. sections of the workpapers.w :

e

-Adherlngito t1me schedules
Effort should be’ made to ant1c1pate some of the poss1ble
'Tdelays,'and the time schedule’ should allow for unforeseen
.. delays. *;Most complex tasks are harder than orlglnally antl—

.c1pated and, therefore, take longer than estlmated In complex,
studies, detailed schedules for’ component parts may be neces-—:
_sary.. A proposal to expand the scope., Of - the stydy' of to 4o :
more ' work in order: to sharpen the results should be carefully
~ justified, part1cularly lf it anOlVES rlsk ol delay in the '

schedule. : . : ‘

vt

% Leadlng and coordlnatlng the study tedm Ey SRS

It is essentlal ‘to mamlmlze the interaction among the
study team members. Physical arrangements which’ inhibit
this should.be aveided or modified if. at ali possible. When
gatherlng ‘the first list of alternatives or hypotheses, brain
tstormlng lS extremely useful. . -
The coordlnator should ‘take: every practlcable step to
' 1nsure easy access to ‘the dec1s10nmakers who expect. to use
the analysis. or, evaluation. A contimming (but not necessarily
‘continuous) dialogue should help to make the: products useful :
~and well accepted. The coordinator . -a&lso needs to impress ‘on e
- "the team the lmportance of. maintaining an open, honest, and . i
amicable relatlonshlp with the personnel of the program under
. analysis or .evaluation.. It is all too easy for program people = -
.to frustrate a study lf they have been antag0nlzed or hurt.

.Us1ng computer~based modelsv O

. For most large scale, but routlne, quantltatlve manlpula—
tions (stat}stlcal analysis, linear ‘programing, etc.) good
"canned" programs are. available and should be used. "When. a
program or problem" has many complex lnterrelatlonshlps, how-
ever, and the effects of altering the assumptlons or. data. are
not ‘obvious,-a.specially deslgned, computer -based model may
facilitate the study. In such cases; creatlve computer pro-
gramers are extremely valuable. ' ' '

o The structure “and operatlon of any model should be rea-.
sonably apparent to declslonmakers who ‘want to use:'thesstudy:.
its output and WOEklngS must be readily understandable to

AT
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them. Usually, th1s can be¥ accompllshed by carefully d1a—'

o gram1ng the comp0nents of the ‘model ‘and. expla1n1ng ‘how. .each .

*f:component operates and interacts’ w1th ‘the others. Users of\

 the study will normally aCCept the’ computatlonal competence
of the ‘model if thé logic makes sense to them - and they have
-confldence in the. study team. : . :

- COMMUNICATING STUDY RESULTS
Many persons dolng stud1es fall to understand that dolng
good piece of ‘work is necessary. but hardly suf£1c1ent for
br1ng1ng about a favorable change 'in: the world. - At. least,ﬁ'
two major steps beyond successful completlon Of & study are
‘required:. the resul'ts must be clearly, conc13gly, and::co- -
gently commun1cated ‘torall thosé affected .and ;a policy", or
Jprogram. dec1s10n must:.be made wh1ch results o ‘
actlon.4 '

Speclfylng the nature of reports '

_ There are . three geheral classes of problems lnvolved in ~
- rreporting appraisals of results ‘and: assessments of’ alterna—; "
‘ tives.t (1) to whom reports should be made, (2) when reports -
should be ‘made, ‘and (3) what. style and content characterizes
good .reports. _Each new: study will suggest its own 1nd1v1dual
”requlrements and sholuld be ‘made:a matter of record in-the -
‘agreed work plan adopted before each study is beguin. -A.few
general gu1dellnes can, however, be set down.v :

ObVLously, the final report should be. addreSSed to. those

‘who ‘are. in a, pos1t10n to take approprlate action~~or to assure
,that 1t is taken by “others. ...Unless- special’ c0n31deratlons ’
dictate otherw13e (e.q9., secur1ty problems), reports should -
rout1nely go first to the: ‘team superv1sorrand others as. needed
‘to insure: 'that. they meet" the ‘organization's praofessional ‘stand-
ards,  .Even profeSSLonally sound studiies, Wowever, may result
-in- dlsagreements with the managers of: the programs being -
studied. ‘In- these cases, the study, team should ‘reduce. the ..

-.number of areas of disagreement; .and, where these continue to

" .exist, the issues should be Substantlal and clearly defined.

~ Although decisionmakers waltlng to usethe report should be

- kept .informed of key flndlngs, it w111 in the:end serve them:
‘best if -the rev1ew process lS complete before the final report
goes to them.r - :

g No report,'other ‘than the f1nal verSLon, should be dlstrl—
buted beyond :those mentloned above without their .concurrence.
Unauthorlzed release\of prellmlnary, draft, 1nter1m, or part1al

: \
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* teports can be harmful because, frequently, erroneous infor--
- mation, even though® corrected later, becomes widely diffused’

. and ‘becomes a source of further error and"confusion. Publicly-
~available reports should be free of such errors.’ ' ‘ "

In planning the study, sufficient time should.‘be allowed

- for writing the final draft reporc, gatherinchomméhts,'edit—

.- ing, and securing the necessary approvals. "The report writ- =
ers, in turnj-have an obligation to’complete the report within
the scheduled time. Report outlines should be prepared.early. -
They can provide indications: of the most critical data gather-

ing"andninterp;etatxon‘tasgs'yét to be completed in order to-”’
- have a. useful and- timely report: ' Decision points come and go

“relentlessly, and a potentially good,vdecisionraffecting"réport;

may lose much of its value. because it was not available when
. needed. B e : ) ' :

" Communicating ‘with Clarity'and“cbnciseness -

. Writing a good report is.an art, and .the required skills
. .are probably as scarce ‘as those necessary for evaluation and
~ analysis. \The solution is'to insist that staff members work

“at ‘learning ‘to write well. One ' helpful: step is to provide 7
staff members with specific guidance, such as a good ‘style
manual, and insist that they study and use it as part of °’
their regular duties. In addition, someone on the staff can
serve as resident editor. It'is frequently helpful to have

a .skilled technical editor or writer join the team when the
report is being'written. "All-significant alterations should-
_be discussed with the author: .nét only to insure accuracy,
but also to assist the sauthor 'in learning to write shorter
and more trenchant reports. - C ‘

| . . o L
Study reports are typically directed at a reader lacking

‘relevant technical training. Therefore, 'the main body of the .
report should -be written so thmat it -is readily .comprehensgible
to the nonprofessional reader. However, material. fncluded in -
the report .should be sufficient so that a reader can understand-

~the arguments in support of ‘the conclusion. Jargon should:be.
kept to a minimum, and where it-is used, define it carefully.
Supporting technical material -should be presented in.appendiXés-’
Graphs and tables included in the main body of ‘the text must =
be clearly labeled and fully discussed in the text.  Short
reports are typically self-contained, while long .ones; ought- to

.- be accompanied by an executive summary of the study's general;

conclusions and recommendations... = - :

oot

-

There will, of course, be.differenceSJbétween.the"fbrmat

and content of a report on appraising program or policy results
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'_work to be available to the decisionmaker to help . in understand—'

w oL
, '

" and. .a report :on- assessing aLternatlves, or a repor containing
.bath. Within each -of these, some variation in form t ‘and con-
tent is inevitable, depending ‘on- the nature of the policy or
program issue being studiwed and the methods used. 1In‘general, ~
‘the. format and content of reports should cover what was\found
through ‘each of the concz=pts and methods dlscussed in chapter
5, as approprlate., IR

.‘Followrngfqg

¢

ertlng a clear, concise, and informative "final" report
..is not the end of the "communicating" responslbllltles A\
'Usually, some dec1s10nmak;rs will need ‘assistance in (1) lnter—
pretlng the report, (2) wlarifying aspects of 1t,|(3) gettlng SN
answers to questions raissd by it but not answered, and’'(4) in . o
'general, developing a rzs=soned reaction to it. Brleflngs, L
.informal question .and amswer - sess10ns, and varlous kinds of =
”supplementary written materlals may be heeded.. In some cases,.u
“the commun1cat1ng respom51b111ty may ‘éven extend to preparlng
the supportlng technlcal_parts of whatever document emerges
from the decisionmaking process.

It is the respons1b111ty of the staff whlch performed the

ing -and.using the study ‘The staff should also make a dlllgent
effort to find out whether or not the study was useful. Lessons
learned -in this way can lead to better studies-the next time.
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Lo - The purpose of thlS appendix is to’ llSt some references
« - that should be useful to those persons having limited experi-
: -ence in conducting evaluations &and .analyses. The references
.are llsted under several categories: basic dlSClpllnes,

quantltatlve methods, evaluatlon, and analys1s.

BASIC DISCIPLINES-

Baumol, W1lllam J., Economlc Tneory and Operatlons Analy31s
- 3d ed. Englewood CllffS,VN J., Prentlce—Hall, Inc., l972

An excellent treatment of basig econom1c concepts apd .
quantitative riethods as they would apply to issues of I
resource. allocatlon.~ “

Downs, Anthony, Inside Bureaucracy Boston;‘Little;-Brbwn,_
196 ! e . L . .. ) ) o l-: . ~

-

L Very useful 1ns1ghts concern1ng bureaucratlc behav1or
';fm,, and settlng. ‘

o : £ . o . )
Haveman, Robert H. and Jullus Margolls, eds., Public Expendi—*
SR tures .and Policy Analysls. Ch1cago, Markham Publlshlng
;. . Co., 1970.

x:/’_. . — ) . T . _.. . - o
T var ious aspects ot publlc expendlture economics are
g  discussed. '~ The economic bases of public. expendltures. _
s . .are.developed in part I. part II, with its emphasis on’

institutional cons1deratlons, is of special interest, as
is part III which'is’ ‘concerned with'analytic problems in
pollcy analys1s.= The remaining parts survey . the plan-
ning, programlng, budgeting, and system experlence and .
‘offer suggestlons. - .

Riylln, ‘Alice M., Systematlc Thlnklng_for boc1al Action.
Washlngton, C., The Brooklngs Instltutlon, 1971.

A provocatlve series of essays on the issues 1nvolved o
- in attemptlng to. solve the problems of soc1ety. o

§trunk, W1lllam and E. B. White, The Elements Sf Style.
' - New York, Wacmlllan, 1959.

A very good wr1t1ng style manual stress1ng clear and
conc1se wr1t1ng. : _ . : :

~

“_’QUA TITATIVE ME:THODS

“"

Hillier, Frederlck S. and Gerala J. Lleberman,-lntrodUCtion
to, Operations Research San - Franc1sco, Holden-Day, A
In' l967. . , .- .

L 4
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Z Although'a Ehowledge of mathematics is reQuired, the
"text presents a comprehenslve survey of the’ methods,
models,.and techiiiques that are used in analyses.

v

-J “Approaches to Management 24 ed. New York,‘McGraw~Hill,
“Tovi. — - R -y &

] ,
An 1ntroductlon to quantltatlve m@hhddﬁ aHH LBGHRJQUBH.

g

U e

Moroney, M. J., Facts From Flgures. 3rd.ed.: Baltlmore,f
rPengu1n Books,-Inc., 1§56. B . - ‘

LI Voe :
A very readable treatment of the use and mlsuse of
statlstlcal technlques.y i

.

o0

- Ralffa, Howard Decision Analysis?. Introductorthectures. 4
. - on: Cholces Under Uncertainty. ' Reading, Mass., Addison-
Wesley Publlshlng Co., 1968 o : o S

vl

.. - A clear exposltlon of the process of., determ1n1ng best
. "choices under uncertainty and of; conslderatlons affectlng
‘“»;,group deClSlonS. SR N S :

“ i

~ Tanur, Judlth M, and pthers, eds., StatlSthS. <A Guide to
: the‘UnknoWn.j*San Francxsco,,HoIden—Day, Inc.) 1972

4

'} . Appllcatlons of StatlSthS and probablllty are developed
? in a case method settlng.; ~;iu :

R Wonnacott,:Thomas H. ‘and Ronald J. .Wonnacott, Introductory
S _ Stat1st1cs. 2d ‘'ed. New York, John Wlley & Sons, Inc..
BN 1972 _ A ;/)/
oA falrlylrlgorous, but understandable text" of stathtlcal
r/lnference, 1nclud1ng BayesLanﬂmethods and nonparametrlc
StatlSthS. oL e j .

[t

e e

I T

.EVALUATION - - o

Hatry, Harry P., Richard E. Wlnnle, and Donald M- FlSk, :
e Practical Program Evaluation /for State and Local Gov=-.
i+, -+ erpment Officials. .Washington, D.C., Urban:Institute,
1973, : o i - R '
_ . e :
A very uSeful pr1mer on, evaluatlon w1th good examples,
‘ ganludlng an- excellent d1scusslon of comparlson methods.;
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..}

}Isaac,tstephen and Williameichaél,ﬂHandbdok iri Research

~ and Evaluation. San Diego, Knapp, 1971.

A compendium of useful checklists, do's and don'ts, and
. summariés of important concepts'and technigues for
."evaluation. o e S . te
Riecken’, Henry. W. and Robert F. Boruéh, eds., Social Experi-
mentation: A Method for Planning ‘and :Social Interven-
tion. New York, Academic Press, 1974. o '

_“An ihvaluableiguide;jtechnicallY} ethi¢$lly,‘andfadminis-
“tratively--in using experimental designs for evaluations.
Excellent annotated bibliography on experiments. o

\

.'.SUChhan;?anéndvA}, Evaluative Research: 5Prihciples ahd~-l,

. “Practices in Public Service and social Action Programs..
5 New York,:Russell Sage; 1967. Co Pl .

"ConSidéred to be a classic text fn,évaluéfidn.’iChapfétj'
v, CategorieSfoquyaluatfon, gives a. framework useful

°Iin-developing eValuative.qqestgggs_fpr‘a proposed study.

. Weiséh'Catoi;'Evaluation'RéSearchg"ﬁethods dffAsseSsing“?

© ANALYSIS

‘Program Effectiveness. Englewood Cliffs, N.J.. Prentice
' Hall, 1972. ST AR T .

:An.ekcellent.introddctory‘Eext for evaluation. .

. weiss;~Capol,“ed.,_Evaiuating.Action Programs: ‘Readings in
'”f“TWM“SGEiaI“Aption“and.Education.- Boston, Allyn and Bacon, -

1972 . ) ', . s

Collection Of:éfficlés.deaiing with bésic“éonCépts énd
' issues in-evaldation, especially for social programs.
amacher’, Ryan C.; Robert D. Tollison, and Thomas: D. Willett,
. " eds., The Economic AEPIO&Ch~tO»PUbliC Policy. .Ithada,'
,NL¥55 CdrneI UniyerSity Press, 197@._' SR e e e

" 'A collection of arti®

C e - S - o ‘, L -
#les discussing the role,of econo-
‘mists in public decisionmakingvandqapplicatigns in a-

R " range of programs, problems, and.issues. .

\ . . o o : )
e : _ : Sy -
pDolbeare, Kenneth M., ed., Public' Policy Evaluationw: Beverly

Hills, Sage Publications, 1975. - " . = ST
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‘JA collectlon of recent thoughts on- d1st&nctlons between »
u'éOClal science research’and, pollcy analysls refated to. -
~.p311tlcal fedsibility .and action, with extenslve dls-g

ssion of. appllCatlons to cr1me control CoAE

Dorfman Robert ~ed., Measurlng Beneflts of- Governmental' :
‘Inv stment. . Washlngton,,D C., The Brooklngs Instltutlon
Lo 1965, e e Cy :

e X "‘Q - . R : L AP I

A serres of contrlbuted papers concerned/w1th the'appl
.cation\ of cost- beneflt analysls. Wlde rang1ng appllca—
tlons are dlscussed - _ R:g~_ ]
Engllsh J.: orley, ed., Cost- Effectlveness
Wlley & ons, an., 1968.

e
L ;\

L A serles of papers coverlng the varlous aspect
effectlveness analys1s ' & _ A

Ffsher, Gene H.,\Cosc Conslderatlons in Systems Analys1s
New York, Amerlcan Elsev1er Publlshlng Co., Inc -'197X

-:’,/" \ l*_ - ,g,

tﬁons that should be- treateu in analys1s.. Chapters
_ 2,’3, and 6 are espe01ally useful. . “'h_
Greggr,Phllllp M., ed., Problems of Theorz in Pollcy Analy51s

, Lexlngton, Massachusetts, Lex1ngton Books, 1976 RREITN

Ui “An,. excellent source of recent thought on‘theoretlcal
'I,w_, problems and premlses of- pOlldY analys1s..w :

'Uf Hatry,‘Harry, Lou1s Blalr, Donald Flsk, and Wayne Klmmel
«3' . . Program Analysis for State and Local Governments B
. Wasﬁlngton, D C.,_Urban Inst1tute, 1976 R

v
Vi

//A practlcal readable prlmer on analys1s, includingf'“

, the bas1c elements\of program analysls. ' Lol s

. ¢ :

ltch, Charles J and Roland N McKean, The Economlcs of
" Defense in the Niclear Age._ Cambrldge, Harvard -Univer

s1ty Press, 1960 ’ .

DO O

Although the appllcatlon 1s mllltary, a‘ class10 dlscus—
~-sion of cost—effectlveness is found 1n chapters 7, 9,~q
10 ll,’and 12. *;l L D EERRE h_‘ipﬁ ‘;‘\»

BN

Lex1ngton, Massachusetts, 975

Lex1ngton Books,,
Lo : e

.'\-.
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/" :A collection of articles emphasizing the contribution
to policy studies which ican be made by particular dis-
.ciplines, including ‘sociology, psychology. anthropology,"

fér mathematics, law, and political science.

‘ ,Quade,"E. S., Analysiszor Public ‘Decisions. New York, Ame;i—
A can Elsevier Publishing Co., Inc., 1975. s .
S A highly impo;tant”énd readable'book 6n all analytic -
@/- T ‘aspects’ involved in formulating and implementing policy
' .decisions, . S : o . §
o 'b h
/
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